AGENDA ITEM #16

April 5, 2005
Briefing
MEMORANDUM
April 1, 2005
TO: County Council
&0
FROM: Glenn Orlin, Deputy Council Staff Director

SUBJECT: Briefing—Infrastructure Maintenance Task Force Réport

At Council President Perez’s request, this winter Councilmember Praisner chaired a task
force of County agency staffers from County Government, Montgomery County Public Schools,
Montgomery College, and the Maryland-National Capital Park and Planning Commission to
identify the types of infrastructure most in need of substantial maintenance or replacement and
the resources needed to address them. The results are summarized and displayed in the
Infrastructure Maintenance Task Force Report (attached; it is also available on the Council’s
website at www.montgomerycountymd. gov/content/council/200SNEWS/032linfrastructure.pdf).
The Council held a public forum on Saturday, March 19 on this report; the forum was taped and
is being rebroadcast on the County’s cable channel. |

Council President Perez and Councilmember Praisner will brief the Council on the results
of the study and feedback heard at the public forum. Several members of the Task Force will
also be present to comment and answer questions. ‘

There are some anticipated follow-up actions from this report. Over the next few weeks,
the Council and its Committees can use it as a guide to determine where (or whether) to add
funds for infrastructure maintenance in the FY06 Budget. (Most infrastructure maintenance
capital projects have been announced as potential amendments, so the Council will have the
opportunity to supplement their funding in this Capital Improvements Program ‘off-year.”) The
Council may also wish to provide funds to allow agencies to improve their inventories and
analyses of infrastructure maintenance. In the longer term, the report will be enhanced with
more information about infrastructure maintenance programs in the Operating Budget, and
updated and refined information about programs in the Capital Budget.

f\orlin\fy0S\infrastructure\050405cc.doc
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MONTGOMERY COUNTY COUNCIL

ROCKVILLE, MARYLAND

MARILYN J. PRAISNER
DIsSTRICT 4 March 18, 2005

The Honorable Thomas E. Perez, President
Montgomery County Council

100 Maryland Avenue

Rockville, Maryland 20850

Dear Council President Perez:

Thank you for the opportunity to lead this focus on the state of infrastructure
maintenance across County agencies. I hope you and the other Councilmembers will find
the information helpful. The condition of the County agencies’ infrastructure is an
important issue that requires the attention of us all, if we are to maintain the quality of life
that we all desire.

Representatives from County Government (Depanmént of Public Works and
Transportation and Office of Management and Budget), Montgomery College
(Department of Facilities), Maryland-National Capital Park and Planning Commission
(Park Development Division), and Montgomery County Public Schools have prepared
this report for your consideration. We believe that more work needs to be done in this
area but wanted to prepare some information for your use during this FY06 budget
deliberations. We are also prepared to follow up with any additional work the Council
may require. The report includes the individual agency reports and some individual
agency and crosscutting issues that surfaced in our work.

In addition to the comments in the report I would like to note the following
points:

e There are significant gaps in information regarding the infrastructure,
whether one considers the current condition of the infrastructure or-the
magnitude of the inventory.

e If the Council is inclined to add additional funding for specific
infrastructure items, the first order of funding should be associated with
developing the data and record-keeping tools on current inventory and
conditions. Without adequate information ahd better record-keeping
capacity, the problems will not be resolved. Consequently, I would urge
serious consideration of the comments regarding data needs included
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within the report. This is especially true if one is focusing on the
operating budget funded items for which there were little hard data.

e Montgomery College, followed closely by Montgomery County Public
Schools, appears to have better information than the County Government
and M-NCPPC.

M-NCPPC has good data on fields and parks but less so on buildings.

e This is not a one-time effort; there is a need to tie work done to existing
and to-be-developed databases in order to ensure the ongoing accuracy of
information and to support budget development.

e Agency priorities will vary such that an item appearing in more than one
budget may carry a different priority.

e Life cycles for the same items may also vary depending upon use. For
example although HVAC systems and roof replacement should be
consistent, carpet and tile replacement will vary depending upon use (e.g.,
office space, libraries, schools). However, we believe that with more
work in this area, there should be greater consistency across agencies.

e There are other elements of infrastructure that were not included in this
initial report that should be incorporated before this work is completed. 1
am especially concerned about the condition of technology tools,
computers, printers, servers, scanners, telephones, and systems. The work
of the ITPCC and the MFP Committee on this issue should be
incorporated into this discussion.

We look forward to the public forum on March 19%

Sincerely, D

7)0% - Vs
Marilyn J. Praisn ‘

Councilmember
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1. Mission

In his December 7, 2004 acceptance address, newly elected Council President Thomas
Perez indicated his concern about the state of County agency infrastructure, and the resources the
Council has traditionally appropriated for its basic maintenance and rehabilitation. His sense
was that while the Council has dedicated billions of dollars over the past several years for new
and modernized infrastructure—including school buildings, libraries, recreation centers,
administrative buildings, roads, sidewalks and bikeways, garages, music and arts centers,
correctional facilities—not enough funds have been dedicated to keeping the existing
infrastructure adequately maintained.

Lacking concrete information about the extent of the problem, he selected
Councilmember Marilyn Praisner, Chair of the Council’s Management and Fiscal Policy
Committee, to head a task force of facilities managers from the largest County agencies to begin
to develop this information. The immediate objective was to: identify the direst needs as
candidates for additional funding in the FY 2006 Capital and Operating Budgets. The longer-
term goal was to initiate an ongoing, regular process to update and improve the inventory and
analysis of infrastructure maintenance needs. ‘

The mission was focused on the four largest County agencies: Montgomery County
Government (the departments and offices under the County Executive and Council);
Montgomery County Public Schools, Montgomery College, and the Maryland-National Capital
Park and Planning Commission. These four agencies are the largest that are most directly funded
by the Council. They compete for general funds in the operating budget and general obligation
bond funding in the capital budget. Generally, agencies and programs that are supported
primarily with special funding were not included in the analysis: the Washington Suburban
Sanitary Commission, the Revenue Authority, and the county’s Parking Lot Districts are
examples. However, M-NCPPC’s local park programs, funded by the Park and Planning Tax,
were included.

The mission was also focused on capital programs that rehabilitated infrastructure or
replaced it in kind, and on operating programs engaged in preventive maintenance—the kind of
maintenance that preserves the quality of a capital asset so that it can be functional throughout its
useful life. A few examples of such programs are: planned life-cycle asset replacement (PLAR);
exterior painting; roof replacement; resurfacing; bridge renovation and rehabilitation; and
window caulking. Some types of programs not included in this study include: modernizations;
interior painting; and litter collection.



2. Information on Infrastructure Maintenance

From late January to early March, the Task Force met four times to review information

that the members developed. Most of the effort was spent on capital programs; for various
reasons, budget information is more readily available for infrastructure maintenance activities
included in the Capital Improvements Program (CIP). Early on the Task Force agreed on a
standard format for this data, and it is arrayed in the tables on ©1-20. The data items are:

Capital Project title (Column A), often broken down to each Major Element within it
(Column B). For example, the Sidewalk and Infrastructure Revitalization project is on
Lines 29 and 30 on page 3, with the sidewalk element on Line 29 and the curb and gutter
replacement element on Line 30. Any further clarifications or assumptions are included

under Notes (Column C).

Acceptable Life Span (years) is not the optimal life span of the asset, but what each
agency feels is a tolerable life span—assuming at least some level of regular
maintenance—before it has to be replaced or comprehensively rehabilitated. For
example, the Department of Public Works and Transportation (DPWT) believes that the
acceptable life span for curb and gutter 1s 30 years (Line 30, Column D).

Inventory is the quantity of the asset, in Units that are either shown in Column E or F
(depending on the agency).. There are an estimated 2,071 miles of curb and gutter on
County streets (Column E). Note the ‘?° in the cell; this indicates that the 2,071-mile
figure is a calculated estimate, and not based on a validated inventory.

How much/many should be replaced annually is generally the Inventory divided by
the Acceptable Life Span. In this example, 68 miles of curb and gutter should be
replaced every year (Column G).

Average Cost is the mean cost of replacing/rehabilitating the particular type of
infrastructure, in current-year dollars. The mean cost of replacing curb and gutter is
$62,000/mile in 2006 dollars (Column H).

Acceptable Annual Replacement Cost is how much money should be budgeted
annually to replace/rehabilitate the particular type of infrastructure so that the entire
Inventory will last over the Acceptable Life Span. This is calculated by multiplying the
How much/many should be replaced annually figure by the Average Cost figure. In
the case of curb and gutter replacement, 68 miles x $62,000/mile = $4,216,000 (Column
). This is the baseline against which the budget should be compared.

FY05-10 CIP: FY05 Approved is the amount budgeted for FY05—explicitly or
implicitly—for this item in the CIP as approved by the Council last May. In this case
there was $5,750,000 programmed to the Sidewalk and Infrastructure Revitalization
project for FYO0S, of which $2,542,000 implicitly was for curb and gutter replacement
(Column J).




e FY05-10 CIP: FY06 Request is the amount requested for FYO6—explicitly or
implicitly—for this item in the CIP as recently requested by the agency. In this case the
Executive has requested $3,250,000 for the Sidewalk and Infrastructure Revitalization
project in FY06, of which $1,462,000 implicitly is for curb and gutter replacement
(Column K).

e FY05-10 CIP: Future Funding Level indicates whether the CIP programs the same
level as FY06 in each of FYs 07-10, or whether it eventually attains a higher or lower
level. For curb and gutter replacement a higher level than $1,462,000 is programmed in
at least one later year (Column L).

e Backlog is the amount of funds that would need to be programmed in one year to
eliminate the backlog immediately. DPWT estimates (note the ‘?”) that a one-time
expenditure of $26,722,000 would eliminate the backlog in curb and gutter replacement
(Column M).

e Criticality is a 1-to-5 rating on an ordinal scale indicating the relative importance of
replacing this particular type of infrastructure. The scale is defined as follows:

5 = Life safety and systems absolutely necessary to occupy the buildings or very
important to the preservation of the facility.

4 = Systems that are very important to the operation of the facility.

3 = Systems that do not typically fail to perform suddenly, but are fairly important to
operation of the facility.

2 = Passive systems that are not vital to the operation of the facility.

1 = Systems that are primarily aesthetic in nature or perform a less important function.

DPWT rates curb and gutter replacement as a ‘3’ for Criticality (Column N).

Note in the tables that the same type of infrastructure does not always have the same
Acceptable Life Span or Average Cost from one agency to the next. Task Force members were
urged to compare each other’s figures, and in some cases there was agreement to concur on a
common figure. Just as often, however, an individual agency had reasons to use a different
Acceptable Life Span and/or Average Cost, due to the special CJrCumstances of their assets.

The Acceptable Annual Replacement Cost could be less than what is displayed in the
tables depending upon how aggressive facilities are otherwise modernized or improved. - School
and other building modemizations not only provide more core space but also replace HVAC,
roof, and other building systems. Road widenings include resurfacing. :

The agencies were asked to rank the Criticality of their items on a bell curve. As a
result, Criticality often differed because of the differing emphases among the agency missions.
Over time it is possible that some of these values will become more consistent across agencies.
Also, the Council may wish to weigh in on—and perhaps alter—some of the Criticality ratings.
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Unfortunately, the Task Force was unable to generate much information about preventive
maintenance needs and activity funded by the operating budget. Partial information has been
provided by M-NCPPC on ©21-23 and by MCPS on ©24. As the inventory and data collection
for these operating budget programs improve over time, shortfalls in these programs will be
quantified as well.

3. Critical Shortfalls in Infrastructure Maintenance

Reviewing these tables, certain types of infrastructure stand out as those in direst need for
funding. The following list was developed by examining: (1) the proportional difference
between the FY05-10 CIP: FY06 Request versus the Acceptable Annual Replacement Cost
(AARC) (2) the Backlog; and (3) Criticality. The important caveat here, of course, is that the
list is based on those items—mostly in the CIP—for which data are available. They are
presented in the order that they appear on ©1-20. Some examples of facilities in need of

maintenance and rehabilitation are shown on ©25-34.

FYO06 Request as %

FY06 of

Capital Project Budget FY06 Acceptable Annual
(Major Element) Request Shortfall Replacement Cost
Co. Govt.: HVAC/Electrical Replacement $800,000 $3,250,000 20%

Co. Govt.: PLAR (plumbing) $20,000 $66,000 23%

Co. Govt.: PLAR (electrical) $150,000 $365,000 29%

Co. Govt.: Resurfacing: Residential/Rural $1,667,000 $3,221,000 34%

Co. Govt.: Traffic Signal Replacement $ 0 $1,560,000 0%
MCPS: PLAR (emergency light and power) $75,000 $8,445,000 Less than 1%
MCPS: PLAR (electronics) $20,000 $4,255,000 Less than 1%
MCPS: HVAC Replacement $3,175,000 $13,445,000 22%
MCPS: Emergency Management Systems $500,000 $2,620,000 16%
MCPS: Roof Replacement $3,000,000 $3,894,000 44%
College: PLAR $1,500,000 $1,153,000 57%
M-NCPPC: PLAR Non-Local (athletic fields) $54,000 $302,000 15%
M-NCPPC: PLAR (park buildings) $175,000 $2,164,000 7%
M-NCPPC: Stormwater Mgmt. Struct. Rehab. $350,000 $1,116,000 24%
M-NCPPC: Trails — Hard Surface Renovation $168,000 $421,000 29%

4. Data and Analysis Needs

This study has noted that there is work to be done within each agency to improve the
inventory and analysis of its infrastructure maintenance assets and needs. The agencies have
provided the following information about how they generated their respective data for this study

and what their future needs are.

Montgomery County Government. The County Government has several data bases used
to collect general information on specific elements of the County’s building and transportation
infrastructure. These data bases have been used in the past to help identify capital and operating
budget needs for targeted elements of the County’s infrastructure and to provide status reports.

4



Information shown on the CIP Infrastructure Maintenance spreadsheet for Montgomery
County Government was partly derived from this collection of data bases for buildings and for
transportation items. In FYO0S, the County had also contracted with a facilities management
consulting firm to begin development of a comprehensive asset management database for the
County’s building infrastructure, and in January 2005 the County received an inventory and
assessment report on 24 facilities. These 24 facilities represented approximately 10% of the
County’s total building square footage. Where applicable, building information shown on the
CIP Infrastructure Maintenance spreadsheet was updated to include the results of the consultant’s
inventory and assessment.

County Government needs a comprehensive and complete asset management data
base for both its building and transportation infrastructures. The cost would be $495,000
for inventory/assessment of the building infrastructure and $725,000 for
inventory/assessment of the transportation infrastructure.

Montgomery County Public Schools. In 2003, Vanderweil Facility Advisors (VFA), Inc.,
a facilities management consulting firm, surveyed 52 schools, which equates to 27 percent of the
floor area of MCPS schools. The schools were selected to provide a representative sample by
age, school type, and previous major projects (modernizations and additions). A primary focus
of the survey was to document the condition of major building systems and the remaining useful
life. The backlog is based on this survey scaled to the entire inventory. This survey also
provides a source for inventory data and life expectancy.

Developing an asset management database is a vital part of managing the MCPS’s
infrastructure renewal needs. An asset management database provides the link between
maintenance work orders and the previous condition assessment. A major component of
developing this system is to identify the various infrastructure components with bar codes. This
system of organization is essential to manage the infrastructure renewal program.

A facilities condition assessment is a thorough survey of each facility by qualified
architects and engineers who assess the condition of the entire infrastructure. Current condition
and estimated remaining life is recorded for each building component. These two efforts are
interrelated and are estimated to cost approximately $2,500,000 for the MCPS inventory of
facilities. Given the size and scope of this project, a more accurate cost will be obtained through
a procurement process.

Montgomery College. In 2002, Montgomery College hired VFA to perform a web
enabled, software-based facilities condition analysis of its three campuses including all buildings
and site infrastructure components. The cost of the study was $297,000. This study provides the
College with a complete inventory of its facilities including the following information:

e The dollar amount of the deferred maintenance backlog.
e The deficiency of the building/cemponent by item and cost.
¢ The dollar amount that should be spent yearly to maintain the current facilities condition.
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In addition, this information may be sorted by building/site component, system type (HVAC,
electrical, etc.), priority, and by deficiency category (code compliance, life safety, etc.).

The College has a high degree of confidence in the data collected and this data has been
used as the basis for appropriation requests in both the FY03/FY04 and FY05/FY06 Biennial
Capital Budgets. In addition, the VFA data base is updated annually for cost increases based on
RS Means. The data provided by the College is reproducible on an annual basis.

The College currently needs (and is working on) a way to update the data base for work
that has been completed and should be removed from the data base as a deficient item. In
addition, the College has purchased a computerized maintenance management system (CMMS),
DataStream, to enter work orders as they are requested. The College’s long-term goal is to have
CMMS integrated with the VFA system, so that when work is completed, the deficient item can
be removed from the data base.

If the College contracts with VFA to update the VFA data base, including all the
deferred maintenance work that has been completed since the initial assessment, the cost
will be approximately $200,000.

Maryland-National Capital Park and Planning Commission. Where M-NCPPC has
programs in the CIP that focus on major rehabilitation or lifecycle replacement of specific
components of infrastructure such as playgrounds, athletic fields, and park roads, it has a high
level of confidence in the information submitted. M-NCPPC generally has completed
inventories and known lifecycle repair/replacement intervals for these facilities. Its reliability
declines where it has not had specific facility-based programs in the CIP; examples would-
include park buildings, underground utilities, and storm drain systems. ~Complete facility
inventories and assessments do not presently exist for many components of infrastructure,
leaving lifecycle replacement and deferred maintenance calculations incomplete.

This exercise has been more easily applied to the capital budget than preventative
maintenance funded through the operating budget, as the operating budget is not built as a
facility-based program budget. M-NCPPC applied desired maintenance standards for specific
elements of infrastructure to determine what it should be spending for preventative maintenance,
and compared those costs to what it plans to spend in FYO05 and what is in the proposed
operating budget for FY06.

The greatest need for information is a complete facility inventory and assessment of
major infrastructure on M-NCPPC’s 30,000-plus acres of park. Parks infrastructure falls
more into the category of ‘grounds’ than ‘buildings,” as opposed to agencies such as MCPS and
Montgomery College. While MCPS, DPWT, and the College have funded specific consultant
studies to do infrastructure inventory and assessment, M-NCPPC has never done this. As stated
previously, inventories have been compiled by various staff over the years where facility-based
programs exist in the budget. However, complete inventories and assessments do not exist for



many elements of park infrastructure. M-NCPPC’s most significant concern is the unknown
liability for repair / replacement of infrastructure that is not in any inventory.

Montgomery County Public Schools and Montgomery College both have had
facilities inventory and assessments performed by consultants specializing in facilities
engineering. M-NCPPC would use a similar approach. A small portion ($85,000) of the
new initiatives (Penny for the Parks) in the proposed FY(06 Operating Budget is to begin
this effort. It would likely be a phased effort over several years costing at least $500,000 to
prepare a complete facility inventory and assessment.

A Technology Innovation Fund (TIF) grant in FY02 funded M-NCPPC’s current and on-
going SMARTPARKS effort, which entails development of a computerized facility inventory,
and a work order management system for park maintenance. The system has been purchased and
installed, and has been in use since July 2004. The land records and the facility inventories have
been created in the system based on the current information available. Portions of this data are
highly accurate, and other parts are incomplete or missing. It is an ongoing effort to make this
data base the accurate source for all data about land facilities and equipment for the Parks
Department.

5. Follow-up

Although incomplete, the attached tables can be a guide to the Council and its
Committees in its budget deliberations this spring. There are several types of infrastructure
where additional resources can be effectively directed. One of the first calls on funding should
be for improving the agencies’ data and record-keeping tools on current inventory and
conditions, as noted in the previous section.

Subsequent to the public forum and a briefing to the Council, the Task Force will
reconvene later this spring to discuss the feedback on this report, and how the infrastructure
maintenance information might be improved and enhanced.

The Task Force recommends that it reconvene annually in each of the next two winters
(FY06 and FYO07) to update and improve the spreadsheets, especially if funds can be allocated to
the agencies to improve their inventories and databases. From that point on the Task Force
should continue meeting biennially (FY09, FY11, etc.) in order to prepare information well in
advance of the subsequent biennial CIP.

Furthermore, there are certain types of infrastructure the Task Force did not address this
year but likely would in future updates—such as computers and printers—where there should be
a regular replacement cycle. In a November 2003 report on information technology (IT)
investment needs, County agency staffs estimated replacement costs for the major IT systems to
be $350 million dollars. The annual average replacement requirement was predicted to be $84
million with actual requirements varying from year to year. Staff indicated that most of this
inventory would need to be replaced at least once in the next 10-12 years and that there was no
systematic long-range planning for this replacement requirement in any agency. In addition a
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personal computer inventory review completed in that general timeframe identified an annual
replacement requirement of $21 million with only a portion of that funded. Although some work
has been done since 2003, significant funding gaps remain. For example, the County
Government’s Enterprise Resource Planning project—designed to replace current procurement,
payment, human resources, and financial reporting, and identified by the Department of
Technology Services as its number one priority—has not been funded. Potential impacts of
system failure could affect the processing of vendor or social service invoices and checks,
requisition orders and even county employee paychecks.
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MCPS Operating Budget used for Preventative Maintenance

HVAC $1,821,803
Life Safety $640,000
Elevators $300,000
Plumbing $81,840
Roofing $32,000
Pest Management $177,000
Asbestos $61,000
Electrical $21,360
Bleachers $20,000
Moveable partitions $30,000
Overhead doors $20,000

$3,205,003

A budget for the proper preventative maintenance needs will have to
be developed in conjuction with the development of a facility asset
management database.
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Snouffer School Road Bridge

Repairs Required
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